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Abstract—Agile approach has become a popular process, in the 
software industry. Values such as quickness, flexibility and 
responsiveness are the main reason behind this fame. These 
values are fundamental as they define the culture of the software 
company where a set of practices can be followed based on them. 
According to Agile practitioners, knowing the most important 
values is the key to follow the best set of practices. Thus, the 
objective of this paper is to obtain a description of key agile 
values through the content analysis of the comments of agile 
manifesto signatories. The results have shown that the values 
associated with people are the most important, while the values 
associated with process come in the second level of importance. 
Keywords-Agile; Agile manifesto; values; dimensions; software 
development; Agile practices 
I.  INTRODUCTION 
In today’s business market, Agile Development has become 
the dominant key to the door of success as it quickly brings 
countless tangible and intangible benefits. The recent 
popularity of Agile Software Development has spread across 
the world. Over the past decade, Agile has proven itself as the 
most used process in software development industry [1]. It is 
characterized by multiple characteristics, making it an ideal 
alternative to conventional development methods. While the 
conventional methods pay a great focus on “process and tools” 
in development, Agile emphasizes “teams, working software, 
customer collaboration, and responding to change” and these 
are the key benefits of agile over other methodologies [2, 3, 4].   
Since 1990s, some popular Agile development methods 
including eXtreme Programming (XP), Scrum, Crystal, 
Feature-Driven Development (FDD) and Adaptive Software 
Development (ASD), have been developed and evolved. Even 
these methods are quite different, function for different 
purposes and each one has its emphasized values, all of them 
share the same values [5, 6, 7, 8]. For example, XP begins with 
four values; communication, simplicity, feedback and courage. 
It then builds up to a series of practices, which XP projects 
should follow [9].  In addition, Scrum is directed by five 
values: openness, focus, commitment, respect and courage. XP 
and Scrum are often used together as a single inclusive 
software development process [10].  
Despite the agile values seem to be abstract and high-level, 
they build the foundation for the principles and practices that 
agile defines [11]. From such values, a successful quality 
culture can be built. Besides, a set of common practices and 
behaviors can be identified and followed. In short, the 
importance of values lies on that it can include every 
conversation and decision growing a culture towards rapid 
development and shared vision [7]. In order to enable the agile 
practitioners identify the best set of practices to efficiently be 
followed in their context, the values of the different methods 
should be united and have a standardization [12, 13, 14, 15]. 
Therefore, the key agile values and their relationships among 
each other need to be explored.  
This paper first looks into the experiences published 
previously in the agile literature, to collect and analyze 
examples of how the agile practitioners reason on agile values. 
We, then, followed up on the analysis by collecting and 
comparing these values from the comments of agile manifesto 
signatories. The paper is structured as follows: Section 2 
provides a theoretical background on agile development and its 
values.  Section 3 describes the research method used and how 
the study was initiated and done.  Section 4 presents the results 
and most important findings. Finally, we finish up with a 
conclusion and future research. 
II. BACKGROUND 
This section provides an introduction of agile development. 
Next, it illustrates the key agile values through the content 
analysis of the agile manifesto. Finally, it reviews the existing 
agile values in the literature. The section is divided into two 
subsections as follows: 
A. Agile Manifesto 
The meaning of the word ‘‘agile’’ refers to something that 
is flexible, responsive and able to move quickly and lightly, so 
agile methods mean its ‘‘ability to endure in an environment of 
constant change and emerge with success’’ [16]. The official 
definition of Agile Software Development was established in a 
form of “manifesto” in February 2001 by a group of 17 noted 
prominent software developers, who attended a meeting to 
advocate for better ways of developing software and then they 
formed the Agile Alliance. Since that date and the Agile has a 
simple statement, referred to as the Manifesto. At the core of 





Figure 1.  Core Values of Agile Manifesto 
This manifesto gives a good idea of the basic principles of 
the Agile. The four values are in turn supported by twelve 
principles. The twelve principles can be found in the manifesto 
site [http://agilemanifesto.org/principles.html]. 
The agile manifesto explicitly states that agile has four 
values which must be taken in the consideration of the agile 
practitioners when developing software. However, there some 
other values are hidden behind the twelve principles of 
manifesto. Thus, Content analysis [18] was carried out for the 
purpose of identifying values emphasized by the manifesto. 
This allowed an inductive interpretation   of   the   text   
contained   within   the manifesto statements and principles. 
Inductive content analysis was used because it is particularly 
appropriate for studies where no theories and previous work 
are available. The results of the analysis have shown that the 
agile values have been extracted from the manifesto were the 
following: 
1) Collaboration, 2) Communication, 3) Working software, 
4) Flexibility, 5) Customer-centric, 6) Incremental, 7) Iterative, 
8) Motivation, 9) Respect, 10) Trust, 11) Feedback, 12) Speed, 
13) Technical excellence, 14) Simplicity, 15) Self-organizing, 
and 16) Learning. 
This list of extracted values will be combined with the agile 
values that will be identified from the literature (see the 
following subsection “agile values”) in order to be used in the 
research method of this study. Figure 2 illustrates the flow 






Figure 2.  Flow Process of Study 
B. Agile Values 
Agile values form the foundation of agile practices and 
principles. There are different opinions on which values are the 
most important when determining the principles and practices 
of a certain software project. A discussion of the literature 
associated with the values follows.  
Beck [19] states that the driving values of XP are: 
communication, simplicity, feedback and courage. 
Communication the team to cooperate effectively, good 
communication is essential. Learning from other team 
members helps to avoid mistakes from the past. Simplicity the 
team is encouraged to remove complexity and produce the 
simplest solution that possibly work and adheres to today’s 
requirements. Feedback the team needs to generate feedback 
cycles that are as short as possible in order to improve the 
software. Courage team members are encouraged to 
communicate when they see a better way of performing some 
task. Having the courage to speak up in such situations is seen 
as an effective action in the face of fear. 
In the second edition of his book, Beck [20] added new 
value which is respect. It shows that the team members need to 
respect each other and the project they are working on. More 
obviously, no one among team members is seen as more 
important and equality is vital. In the same respect, Beck and 
Fowler [9] emphasize on the same values of Beck [19, 20] with 
focusing on more values such as: focus, humility, responsibility 
and motivation. They indicate that agile practices are developed 
and tested around the humanistic phrase that “software is built 
by human beings. In the end keep the human being focused, 
happy, and motivated and they will deliver”.  
Schwaber & Beedle [21] state that Scrum method is driven 
by five values: commitment, focus, openness, respect and 
courage. Commitment each one of the stakeholder commits to 
adhere to his/her work and responsibility. Focus team has to 
focus on the stated goals of the iteration, without distraction. 
Thus, management focuses on providing the team with 
resources, removing blocks, and avoiding interrupting. 
Openness the openly accessible Product Backlog makes visible 
the work and priorities. The Daily Scrums make visible the 
overall and individual status and commitments. Respect the 
individual members on a team are respected for their different 
strengths and weaknesses. Courage management has the 
courage to trust individuals. The team has the courage to take 
responsibility for self-management. 
All the values that mentioned earlier are emphasized by 
Larman [10] with mentioning to more values like: iterative 
(continuous development), incremental (deliver the product as 
small increments), speed (fast development & delivery), 
responsiveness (ability to respond the changes), flexibility 
(work is adapted according to the situation) and self-organizing 
(teams determine the best way to handle work). These new 
values are emphasized again by Boehm & Turner [22] with 
adding new value which is emergent (processes, principles, and 
work structures are recognized during the project rather than 
predetermined). Ingalls and Frever [7] chose a number of 
values to be as signs in making future decisosns. These values 
were: creative and technical excellence, family oriented, 
accountable, transparent, collaborative and fun. Some 
Individuals and interactions over processes and tools 
Working software over comprehensive documentation 
Customer collaboration over contract negotiation 
Responding to change over following a plan 
3. Content Analysis of the 




Key Agile Values 
Initial Coding 
Scheme 
1. Extracting values 
from agile manifesto 
2. Identifying values 
from literature 
researchers [6, 23, 24, 25] value the same values with more 
focus on the collaboration (cooperation between all 
stakeholders) and learning (team learning).  
Although the literature reveals that several researchers 
emphasize on different agile values, there is no standardization 
for the values [13, 14, 15]. The absence of standardization for 
agile values makes the values more abstract, general and 
repeated which in turn influences negatively the practices 
followed throughout the development process and at the end 
may cause project failure. In fact, the agile values are basic 
where the agile practices cannot be initiated, followed and are 
not agile, without the values that are their   foundations [11]. 
Such standardization of values would make it possible to infer 
the most important values in order to follow a best set of 
practices that leads to success in development process. 
According to [26] the process of developing software 
solutions includes interactions among three dimensions: 
1. Stakeholders   in   a   development   project (People) 
2. Process-related   rules/guidelines   used   to provide a 
direction to the development effort (Process) 
3. Software artifacts generated as a result of this 
development effort (Product) 
 This indicates that agile methods should allow for dynamic 
and effective interplay among the three dimensions. In this 
respect, during our review of literature we observed that some 
values seem to be related to people, others to process. Besides 
and at the same time, there is no standardization for values. 
Consequently, there is a need to categorize the agile values 
based on a number of dimensions to construct some 
standardization of agile values. Therefore, this study will try to 
obtain a description of key agile values over the previous three 
dimensions and their relationships among each other. 
III. RESEARCH METHOD 
The primary objective of this study is to determine the key 
agile values through the analysis of the comments of agile 
manifesto signatories from 2005 to 2011.  Content analysis 
[18] was used  for  the  purpose  of identifying  the  existence  
and  frequency  of  values associated with the agile approach 
subject under study.  
The population of interest includes the independent 
signatories of agile manifesto who signed the manifesto and 
commented on its values and principles. They are from 
different backgrounds and they have different roles in their 
organizations. The majority of the signatories are working in 
software development companies and the remainders are 
working in educational institutions. With respect to their roles, 
Table I. Signatories of Agile Manifesto 
Signatories Working in Experiences 
Project Managers Software 
Development 
Companies 
- Practical Experience. 
- Fruitful. 
- More than 20 years in software 
development. 






- Theoretical Experience. 
- Limited. 
- Not more than 10 years. 
the majority of the signatories are project managers or team 
managers. Others are developers, system analysts, or 
researchers. Most of signatories have experiences with 
software development more than 20 years and particularly 
more than 7 years with agile development. More details about 
the signatories are shown in Table I. 
The content analysis process was performed through 8 steps 
as the following: 
Step 1: Preparing the Data 
The data were collected from the agile manifesto website 
[http://agilemanifesto.org/sign/display.cgi]. The comments of 
agile manifesto signatories from 2005 to 2011 have been 
organized in excel sheets according to the year. Then the data 
have been exported to MAXQDA (http://www.maxqda.com) 
program in order to begin the analysis process of the 
comments. MAXQDA is a program uses for qualitative data 
analysis and it offers tools to present the results quantitatively 
through counting the frequency of each category used in the 
analysis. 
Step 2: Defining the Unit of Analysis 
The unit of analysis refers to the basic unit of text to be 
classified during content analysis. Differences in the unit 
definition can affect coding decisions. Therefore, defining the 
coding unit is one of the most fundamental and important 
decisions. 
In this study, since the sample consisted of short comments, 
individual themes have been used as the unit for analysis. An 
instant of a theme might be expressed in a single word, a 
phrase, a sentence, or a paragraph. Because we used themes as 
the coding unit, we were primarily looking for the expressions 
of a value. Thus, a code1 or more have been assigned to a text 
chunk of any size, as long as that chunk was represented a 
single theme. 
Step 3: Developing Categories and Coding Scheme 
Categories and coding scheme can be derived from three 
sources: the data, previous related studies, and theories. Coding 
scheme can be developed both inductively and deductively. In 
studies where no theories are available, categories must be 
generated inductively from the data while in those where 
theories are available, categories can be generated inductively 
or deductively. 
In our study, the coding scheme was developed from three 
sources: analysis of agile manifesto, literature review and 
analysis of the comments of signatories (as explained in section 
II, Figure 2). Our intention was to skim the values from the 
literature and to detect new values from the data. Therefore, 
both of inductive and deductive content analysis approaches 
have been used in developing the coding scheme.  
It is worth mentioning that during the reviewing of 
literature, it shows that some values seemed to be similar to 
each other such as: (courage to motivation), (respect to 
humility), (emergent, flexibility and self-organizing), etc. Thus, 
all the similarities among them have been considered as they 
can be deemed to have the same meaning and the coding 
1 We use the terms “code” and “category” interchangeably throughout the 
paper.
scheme has been refined based on that. The refined coding 
scheme included 17 values distributed over three dimensions as 
shown in Table II: 





3. Customer centric 
4. Courage & Motivation 
5. Respect & Humility 
6. Focus 
7. Responsibility & Commitment 
8. Learning 





13. Openness & Transparency 
14. Incremental & iterative 
15. Flexibility 
16. Speed & Responsiveness 
Product 17. Working Software 
 
When developing categories from raw data, the constant 
comparative method [27] has been used, since it was not only 
able to stimulate original insights, but make differences 
between categories apparent which helped in scheme 
refinement. This was a continuous ongoing procedure, because 
the values in the code scheme are formed, enhanced, 
confirmed, or even discounted as a result of any new values 
that emerge from the analysis. 
Step 4: Testing of Coding Scheme 
Since we were using a fairly standardized process in 
analysis, we developed and validated the coding scheme early 
in the process. A test of the consistency of the category 
definitions was achieved through coding a sample of data.  
We make a note that when the level of consistency was 
low, the coding rules were revised. Coding sample text, 
checking consistency, and revising coding rules was an 
iterative process and it continued until sufficient coding 
consistency was achieved. Twenty rows from each year have 
been taken as a sample in order to test the coding scheme.  
Step 5: Coding of All the Text 
When sufficient coding consistency has been achieved, the 
coding rules applied to the entire corpus of text. During the 
coding process, we checked the coding repeatedly, to prevent 
“drifting into an idiosyncratic sense of what the code mean” 
and to emerge the new themes to the coding manual. 
Step 6: Assessing the Coding consistency 
After coding the entire data set, checking the consistency of 
coding has been done. It was not safe to assume that, if a 
sample coded in a consistent and reliable manner, the coding of 
the whole corpus of text was also consistent. Human coders 
were subject to fatigue and were likely to make more mistakes 
as the coding proceeds. New codes may have been added since 
the original consistency check. Also, the coders’ understanding 
of the categories and coding rules may change over the time, 
which may lead to greater inconsistency. For all of these 
reasons, rechecking coding consistency has been done. 
Step 7: Drawing the Conclusions 
This step involved making sense of the categories 
identified, and their properties. At this stage, we made 
inferences and presents the reconstruction of meanings derived 
from the data. The activities involved exploring the properties 
and dimensions of categories, identifying relationships between 
categories, uncovering patterns, and testing categories against 
the full range data. MAXQDA has been helped greatly in 
reaching and drawing the conclusions quickly through the 
feature of counting the codes. This was a critical step in the 
analysis process, and its success was relied almost wholly on 
the researcher’s reasoning abilities. 
Step 8: Reporting the Methods and Findings 
For the study to be reliable, we monitored and reported the 
analytical procedures and processes as completely and 
truthfully as possible. Decisions and practices concerning the 
coding process were reported. Finally, Results and findings are 
presented (see next section). 
IV. RESULTS AND FINDINGS 
While the coding scheme consisted of 17 values, our 
interesting findings indicate that there are 25 values 
characterized agile approach and make it as a dominant process 
in software industry. The emergence of new values refers that 
there is a difference between the literature and practice. This 
difference is due to the scarcity of studies in this domain, we 
found no study explicitly discussed the values from the 
perspective of agile practitioners. The order and the relative 
importance of these values can be seen in Figure 3: 
 
Figure 3.  Agile Values 
It is worth noting that the results here indicate that some 
values are clearly more important than others. The top-ten 
important values are (in order): Flexibility, Customer-centric, 
Working Software, Collaboration, Simplicity, Communication, 
Natural, Learning, Pragmatism, and Adaptability. The rest of 
values have less important. Nevertheless, it does not mean that 
they are not important. They should be taken in the account as 
well.  
The top-ten values are described in the following: 
Flexibility Most of the signatories embrace Agile because 
of its quickly responding to changing requirements even late 
and this fit with the uncertainty and rapid changing business 
environment. In this respect one of the practitioners saw “This 
is all about keeping your eye on the ball, where ever it may 
bounce”. Flexibility increases the customer satisfaction. 
Customer-Centric The results indicate that customer has 
the first priority in any action in the development process. The 
relationship between the development team and the customer is 
regulated through the involvement  of  the  customer  in  the  
development  process  rather  than  through detailed  and  
restricted  contracts. Focusing on customer, contributes in 
increasing the customer satisfaction. 
Working Software The practitioners prefer to focus on 
working software and useable by the customer more than 
documentation, which may take time and not useful. The goal 
of the team  is  delivering  working  software,  which  is  the  
artifact  that  provides value to the customer.  
Collaboration The results show that the  Agile  approach  
emphasizes  the  importance  of  people  and  their  
relationships and interactions rather than focusing on structured 
processes and tools. 
Simplicity The practitioners also embrace agile because of 
its ability to eliminate the waste. They emphasize how easy is 
the implementation of Agile methodology when compare to 
other methodologies used in software development. Agile 
represents the art of maximizing the amount of work not done. 
Communication The Results indicate practitioners value 
two types of communication and they consider both of them 
are essential: customer-team and team members with each 
other. Good communication helps in avoiding mistakes. 
Natural The surprising results show that even the software 
developers did not follow Agile and they did not know about it, 
they were following agile practices without knowing it. Many 
practitioners were practicing agile spontaneously and 
automatically without knowing it. This means that agile is 
natural approach. 
Learning The results show that agile improves the 
knowledge, skills, capabilities, and social relations of the 
development team through the continuous and daily learning. 
Pragmatism The results indicate that agile is solving 
problems in a realistic way which suits the present conditions 
rather than obeying fixed theories, ideas or rules. Agile is 
realistic in harmony with the changing business environment. 
Adaptability Practices have to be adapted to the specific 
needs of both the development team and the customer. There is 
no one size fits all solution. Thus, since agile can respond to 
changes any time, it can be applied in any environment and 
under any condition. Not limited to software engineering, but 
can be used in any field.  
As noted above at the beginning of this section, the results 
have shown that there are 8 additional values beside the 17 
existing values. It is pertinent to mention that three of the new 
values are included in the list of the top-ten values. Table III 
shows the existing and additional values over the dimensions: 
Table III. Existing Values and Additional Values 





Courage & Motivation 
Respect & Humility 
Focus 
Responsibility & Commitment 
Learning 








Openness & Transparency 
Incremental & iterative 
Flexibility 







Product Working Software  
 
The results when grouped by the three dimensions clearly 
indicate that values under people dimension are the most 
important. While the values under process dimension come in 
the second level of importance. Nevertheless, to a large extent 
both of them have the same level of importance as show in 
Figure 4: 
 
Figure 4.  Dimentions of Agile Values 
The opponents of agile claim that it only focuses on the 
people and ignores the process but the surprising results have 
shown that agile has a balance focus on the people and process 
with a slight attention towards people.  
It was expected that the four agile values ‘Flexibility’, 
‘Customer centric’, ‘Working Software’ and ‘Collaboration’ 
would have the most significant influence in agile development 
as they are emphasized by the agile manifesto. These are what 
we can call the keywords of agile approach. From such values, 
the other values can be generated. We make a note that most of 
the other values consider as results of practicing the four values 
of agile.  
Most of all, the key value in agile is ‘Flexibility’ which 
drives the whole development process. By this value, the others 
values can be created, a best set of practices can be followed as 
well. Flexibility means the property of being easily bent or 
shaped. To sum up, the nature of the current business 
environment is all about the “conflict of the priorities over a 
constant change”. Simply, the conventional development 
methods can not suit such an environment but agile approach 
with its powerful values definitely can. 
V. CONCLUSION AND FUTUREWORK 
The intention of this paper was to obtain a description of 
key agile values. The study has shown that there are indeed 
some values that are more important than others. Moreover, the 
study has shown that the values under people dimension are 
more important than process and product (technology) 
dimensions, while the values under process dimension come in 
the second level of importance. By knowing these core values, 
agile practitioners have additional insights as to which 
practices should be followed higher according to the 
importance of their value. Therefore, the development process 
environment can work much better towards the success. 
The top-ten agile values are: Flexibility, Customer-centric, 
Working Software, Collaboration, Simplicity, Communication, 
Natural, Learning, Pragmatism, and Adaptability. 
The paper is set to provide some preliminary discussion on 
agile values inspired by the importance of understanding the 
key values that drive the agile practices. Further research is 
required to identify the most important agile practices under 
each agile value that has been determined from the analysis. 
The importance of the people dimension, motivate us to pursue 
discovering the values and practices under this dimension 
through studying the values of the key stakeholders and the 
relationships among them based on their needs, in particular 
the values of customer and team. 
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